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opportunities; some we have foreseen and others are

yet to be. This being said, | offer two words to express

my goals for the next four years ¢ Progress and Unity.€

C Mayor Sam Cunningham

May 1, 2017 Inauguration Address



Executive Summary
July 24, 2017

The 2017 election of Mayor Sam Cunningham marks a new chapter for the City of Waukegan.
Mayor Cunningham proposes a fresh vision that seeks to solve the challenges for Waukegan as a
rust belt city in need of adaptation for modern times.

In order to best understand what lies ahead for Waukegan, Mayor Cunningham asked for a

comprehensive reviewof 1 KS OA (1@ Qa 2 LIS NI with 2ofrimertded Betioh Yy F NI & (0 NI
items. Over the past three months, stakeholders including business, community and education

leaders, elected officials, city staff, residents and the Mayor collectively brainstormed. These
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categories of Budget and Finance, Community, Culture and Recreation, Economic Development,

General Administration, Intergovernmental Affairs, Legal and Risk, Public Infrastructure, as well

as Public Safety. After identifying opportunities and limitations, participants provided

suggestions for how the city could approach resolving the concerns, with the aim of helping set a

positive path for the next decade. The product of the numerous discussions and brainstorming

sessions is in this transition report.

This transition report owes its thanks to the many contributors. The hope of all contributors is
this collective effort may offer guidance to the Mayor, city staff, city council and the stakeholders
of Waukegan. The recommendations have been deliberated carefully with due consideration to
the impact on all of Waukegan. Further, this transition report should serve as the catalyst for
further discussions on all topics addressed, rather than marking a final word.

There is an undeniable excitement about the prospect of change for Waukegan. This document
may reveal past failings and new challenges, but only through an open and honest discussion can
Waukegan unite and progress.

On behalf of Mayor Sam Cunningham, thank you for reading the City of Waukegan Mayoral
Transition Report 2017. We look forward to what Waukegan holds next.

Jesse Martinez Evelyn C. Chenier, Ph.D.
Administrator at Capital Development Board Community Psychologist and
al@2Nna {GSSNRyYy3I [/ 2 YKdouiii SiBctomotFamblyFind Center
al @ 2NN& GCoduyitaGrolipiVergber




Transition Findings Summary R Priority Suggestions

The following chapters contain a thorough and thoughtfully compiled review of the City of
Waukegan, as defined by membersofa l @ 2 NJ / dzy YA Y IKF YQa {§SSNAy3 [/ 2
areA Y F2NYSR 6@ GKS HamtT al &2 NI ithe6téelingCoriniittee2 y  / 2 Y'Y
discussions, meetings with relevant city staff, as well as various stakeholders. The chapters are

divided into an overview, key findings for the chapter topic, and then reform recommendations.

From the reform recommendations in each chapter, the following ten items have been
highlighted as priority suggestions for the new city administration:

1. Due to unplanned major capital expenditures, significant legal settlements, climbing
pensions and costly workmen's compensation cases, the city has been forced into
deficit budgeting requiring an immediate review of all city expenses, implementation
of a consolidated city-wide purchasing system and improved risk management efforts.
Further, the city needs to develop a 5-year budget plan aimed at reducing the deficit,
controlling taxes and including capital budgets for public works infrastructure such as
streets, sidewalks, sewers, street lighting, water lines and public buildings as well as for
necessary equipment.

2. Anupdated approach to police operations and community buy-in is necessary to
reduce the city's high crime rate and restore a sense of neighborhood safety in citizens.
Waukegan's crime rate of 3.15% is higher than the state and national average and peer
communities, requiring the police to change its current utilization of sworn personnel
to increase day-to-day patrol in all neighborhoods and the use of statistical analysis to
supplement patrol in areas with increased crime activity. The city's emergency
communications system should be upgraded with the use of CCTV cameras and a 911
system that can receive videos and text messages from citizens. Further, quarterly
reports on crime statistics, 911 calls, etc. should be made available to the Mayor and
city council.

3. While the city government does not operate the schools, the Mayor should coordinate
a city-wide effort with civic, social, business and religious organizations to promote the
KSFfOK 2F 21 dzl S3I y Q&anivlude gfovidind &sappldmeniIA & & NA O
peer and volunteer tutoring program on weekends, after school and summers with the
goal of increasing the Waukegan School District 60 math, reading and science scores.
There are already successful models operating within the city and those should be
promoted so that various organizations can copy these successful efforts to reach
thousands of students over the next several years.



. The city needs an economic development plan that recognizes the need to boost the
city's tax base, create well-paying jobs for its citizens, and allows the city to take
greater advantage of its excellent location midway between Chicago and Milwaukee,
its excellent rail and road transportation system, Waukegan's harbor, beach and
airport, and the Genesee Theater. Besides efforts to attract new industry and business

to Waukegan, the city needs to work with existing business and industry to encourage

their growth and success. Waukegan needs to promote itself regionally and nationally

as an excellent location for business and industry. Finally, the Mayor in conjunction

with city hall, city staff and Waukegan stakeholders should explore and execute plans

F2N) 0KS RS@St2LIYSydG 2F 21dzl SAFyQa €+ 1STFNR

. An updated evaluation of the city's public works infrastructure (streets, sidewalks,
curbs, sewers, street lighting, water lines, etc.) should be completed within 180-days,
rating each component on a block-by-block basis as to its condition. This evaluation will
allow the city to develop a capital budget to maintain the useful life of each
component.

Both the Police and Fire Departments are top heavy. The Fire Department has a ratio
of less than 3 firefighters to each manager (ranking officers) and the police department
has a ratio of 3.5 to 1. By limiting the number of managers, more police officers could
be put on patrol to help address the city's crime rate. As the numbers of ranking police
and fire personnel have grown, pension costs have consequently skyrocketed and the
city must take immediate steps to limit the number of commanders compared to
street personnel. Furthermore, the city must better fund pensions.

. The city should analyze the diversity of employees in the Police and Fire Departments
to ensure diversity of the workforce to be representative of the population. Waukegan
also needs to improve its communications with the community as well as amongst city
officials and departments. Additionally, instituting an annual performance review of
departments and departmental managers will improve accountability amongst city
workers.

. The Mayor should expand his already excellent relationships with other governmental
leaders in Waukegan, Lake County, the State of lllinois and federally, championing
efforts to share resources, use intergovernmental agreements to consolidate services
and reduce taxpayer costs for services.

. The city should embrace its ethnic and cultural diversity with additional regular events
throughout the year highlighting this diversity including numerous festivals which will
showcase Waukegan as a welcoming community. Waukegan should implement or
promote existing recreational activities throughout the year, utilizing the great amenity
of the lakefront, beach and dunes. Ideas such as sail, canoe, kiteboarding and kayak




boat rentals, swimming, bike trails, and hiking create an atmosphere of family
entertainment for all ages.

10. Waukegan should assess the feasibility of developing a site for a major solar energy
farm such as the Johns Manville Property which could produce electricity to be fed into
the existing adjacent power grid system. These efforts can be beneficial to property
that has been identified as environmentally challenged. This can be viewed as a
proactive measure as the city further evaluates options that will determine the life
expectancy of coal power.
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and transparency in government services are what we all
want. Truly what unites us in Waukegan is our diversity.

C Mayor Sam Cunningham

May 1, 2017 Inauguration Address



Budget and Finance Committee

OVERVIEW

The $2.5 million operating budget deficit that was FY18 Budget by Fun
inherited by the new administration will limit the

immediate flexibility of city hall, until said deficit is e
addressed through cost cutting actions and Enterprise

increased revenue generators. A self-imposed cap on , o

total property taxes prevents the city from it General
benefiting from a recovery in property values Capial >8%
(Equalized Assessed Valuation) following the end of special

the recession. Large amounts of the Waukegan Revene

budget are consumed in personnel costs, specifically

salaries and pensions for high-ranking police and fire
personnel. ¢ KS&S Oz2ata oAttt O2yiGAydzS (2 FIeho YR NBT
financial stability. The City of Waukeganhl & & A IYAFAOF Yy i 62N] SNEQ O2 YL
proactive risk management processes to help mitigate this financial burden. While the City of

2 dzl S3AtYy 2@SNJ 1KS LINS $14 @ildea to regai renbldaad reflateNY Ay @S a
roads, vast infrastructure upgrades are still required and will be a large cost driver in future

budgets.[ F At e fAGAIFIGA2Y O02a0Ga FTNRY 20SNIdINYySR
health.

KEY FINDINGS
Budget: The proposed Waukegan Fiscal Year 2018 (FY2018) budget covers the period starting
May 1, 2017 and ending April 30, 2018. The operating budget (General, Special Revenue, Capital,
Debt Service, Enterprise and Internal Service Funds) reflects approximately $122.2 million in
revenues and $126.4 million in expenditures, and accounts for a deficit of $2.5 million after
transfers.

City Funds Sources & Uses

150,000,000

Taxes and other General
Fund revenues: The 125,000,000
General Fund accounts for
Y23 l.'l 2F ﬂ-fé-é 100,000,000
day costs. The largest
contributing category to
the $68.6 million in 50,000,000
General Fund revenues is
Tax Collection. In FY2018
$56 million in taxes is

75,000,000

25,000,000

Rev & Trans Exp & Trans|Rev & Trans Exp & Trans| Rev& Trans Exp & Trans| Rev & Trans Exp & Trans

projected to be collected in out In out In out in out

by the Clty Actual FY15 Actual FY16 Budget FY17 Proposed Budget FY18

M General MSpecialRevenue M Capital M DebtService M Enterprise M Internal Service




CITY FUNDS BY
FUNDTYPE

REVERES

Expenditures

Net Surplus /
(Deficit)

Transfers In

Transfers Out

Net Surplus /
(Deficit) after
Transfers

General S 68,576,000 S (74,066,000) S (5490,000) . $ 2,500,000 @S - = $ (2,990,000)
Special Revenue 18,972,000 (18,340,000) 632,000 70,000 (1,165,000) (463,000)
Capital - (1,200,000) (1,200,000) - - (1,200,000)
Debt Service 10,652,000 (11,817,000) (1,165,000) 1,165,000 -
Enterprise 15,024,000 (11,999,000) 3,025,000 - - 3,025,000
Internal Service 8,983,000 (8,983,000) - - (900,000) (900,000)
TOTAL $ 122,207,000: $(126,405,000) $ (4,198,000) $ 3,735,00C $ (2,065,000) $ (2,528,000)

10

Sources of tax revenues includes taxes for municipal auto rental, road and bridge, food and
beverage, hotel/motel, replacement, income, telecommunications, utility, utility use, local use,
home-NHzf S NBGFAf SNR& 200dzLJ §A2y | yR al®oeDA OS
Municipal Retirement Fund (IMRF), Police Pension, Fire Pension and Corporate.

200c

Franchise fees and 911 surcharges are a declining source of revenues in recent years and future
budgets anticipate these categories to comprise a diminished percentage of revenues.

Property TaxLevy: ¢ KS / A& 2F 21 dzl S3FyQa 9ljdz £t AT SR ! aa
assessed value of property, is $1,016,214,796 for Levy Year 2016 (FY2017-2018). This is a 7.93%

increase in EAV versus the prior year. This is the first increase in EAV in 8 years (last year the
AYONBIAaS gta noanmM:00 G¢KS OAdGeda Sldzrt AT SR | a&
GKNRdzZAK Ad&a 26 Ay Hnanmn RNAGSY f IONMBPMIR® Omeé T2 N.
Investors Services 5.19.20H&)wever, the past administration held the dollar amount of the

2016 levy (FY2017-2018) flat at $32.7 million. This was the third year doing so. In order to

I O02YLX A&dK GKA&Z Iff LINRPLISNIe GFESa RSRAOL
eliminated, the levytofundthecA 1 @8 Qa SYLX 28 SNJ O2y G NAOdziA2Y
service on three bond issues were abated. The resulting tax rate is $3.24, a -6.79% decrease in

the tax rate.

SR
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If the rate had been left the same and the levy allowed to float, it would have resulted in no
change to taxpayera 1@tes; moreover, the city would have been able to fully fund the employer
IMRF contribution and dedicate $2 million for operations. Nevertheless, the levy was crafted in
November, 5 months before the EAV is known, and a 7.93% increase in EAV following a 5-year
annual average decline of -8% was not predictable. That being said, to knowingly underfund
IMRF and eliminate all property tax dollars to operations is a major contributing factor to the
current deficit for the new budget.

Pensions: In summary, the City of Waukegan underfunds a costly pension system even though
by ordinance, video gaming revenue of over $900,000 is applied to payments. The annual police
pension contribution is estimated at $8 million for FY2017/2018 and the annual fire pension
contribution is estimated at approximately $5 million.




A thorough review of the Waukegan pension investments is necessary, due to

underperformance when compared to market peers. It also appears that the current
LISNF2NXIFYOS AayQild YIFIGOKAYy3a GKS YSRAFY YIFNJ S
of the market.

Bonds: The General Obligation (GO) Bonds, Special Assessment Revenue Bonds, Water & Sewer

Revenue Bonds, and Parking Enterprise Revenue Bondshavean A2NJ G Ay 3 T NIeY az22ReQ
/A (ra¥albétstanding principal for all bonds is $73.7 million, $60.5 million for GO Bonds, $1.9

million for Special Assessment Revenue Bonds, $8.4 million for Water & Sewer Revenue Bonds,

and $2.9 million for Parking Enterprise Revenue Bonds.

ax
>
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funding uncertainties from shared income taxes with the State of lllinois and unfunded pension

liabilities all create risks for Waukegan. @ a 2 2 R & Q & Selvige® S 20.2@ 6)1A

Waukegan most recently issued the 2016A bond as the second of three bonds planned for road
improvements. However, the third bond was held off due to Uline moving. There are a number
of expiring bonds in the immediate future which may offer opportunities for new bonds and
consequently new capital projects. The 2009 GO Bond will expire in 2020, the 2010A GO Bond
will expire in 2017 and the 2010B GO Bond will expire in 2018.

Tax Increment Financing (TIF) Districts:

TIF District 6 (Sunset Delany): The Sunset Delany TIF
#6 was set up in January 2014 for the purpose of
completing the Woodland Foods deal, located
alongside Sunset Avenue and North Delany Road.

Waukegan, IL|

Since the TIF was not sufficient to support TIF 7
Revenue Bonds in the market, the city issued GO [ 14
Bonds and paid Woodland with the proceeds, =
against the recommendations of Planning and
Finance staff. It was such a troublesome deal that

the city revised its TIF Policy and hired the ex-Mayor }! X
of Kenosha to handle TIF projects for a time. The city
has been abating the Woodland Foods debt service

: | H
=g 4l

TTITT]

using TIF incremental revenue. The debt service is

approximately $250,000 per year; however the e

increment (and arguably corporate tax dollars) the -ﬁ «

cAlieé A& f2aAy3 o6& Kz2f RAYVIOGKI RA &G NR 91 +
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be $624,000 for FY2017-2018. The city has seen continued development in the Sunset Delany TIF
district without any TIF needed. TIF District 6 is growing with or without that TIF, and the new
RSOSt2LI¥YSyia R2y Qi YSSG GUKS ¢LC dodzi F2NE (Sa

TIF District 7 (North Lakefront), TIF | Downtown TIF
District 8 (Downtown) and TIF il bl
District 9 (South Lakefront): TIF
Districts 7, 8, and 9 were created in
January 2014.

TIF District 7 is the north lakefront
TIF district, approximately located
between Greenwood Avenue and
Clayton Street, and extends west to
the Amstutz Expressway.

TIF District 8 is the downtown TIF
district, approximately located
between Clayton Street and
Belvidere Road, and extends west
to County Street.

TIF District 9 is the south lakefront TIF district, approximately located between Belvidere Road
and 10" Street, and extends west to Martin Luther King Jr. Avenue.

South Lakefront TIF |-

| Established January 2014

North Lakefront TIF /
/




The lakefront and downtown TIFs 7, 8 and 9 produce minimal TIF revenue. Waukegan has one

project, ArtSpace, that consumes all of the TIF increment for TIF 8. The city is considering

possible activity or development in the South Lakefront TIF 9, but doubts exist that the deal will

work for many years without puttingthecA G @ Q& Dh LJX SR3IS 0SKAYR Alo®
McGaw TIF 10
TIF District 10: TIF District 10 is located south of | Estblished January 2015
McGaw Road and to the west of Waukegan Road |
at the former Cardinal Health site, which was =
annexedand¢ LCQR 4 GKS &lFYS GAYS Ay HAMCECD -

TIF District 10 is a productive TIF and entirely
obligated to Bridge Development. While a lower
interest rate is preferred on the developer note,
this deal provides the immediate benefit of
increased water connections and sales. City
officials anticipate job growth will follow.

REFORM RECOMMENDATIONS

The city needs to develop a 5-year budget plan
aimed at reducing the deficit and controlling
taxes.

Create budget line items for implementing infrastructure repair atlases (for sidewalks, roads,
sewers, bridges, etc).

Implement comprehensive procurement reform with centralized purchasing for all city funded

goods and services managed by reorganized department underthecA 1 @ Q&4 5 ANBOG2NI 2 F
Centralize management of all contracts, titles and deeds. Lastly, end direct purchasing by city

employees.

Hire or procure claim management professional services, also known as a risk manager.

Consider closing TIF District 6 in December 2017 to add an additional $4 million of EAV back onto

thecA O & Q Bvy. Ganhgiforard, it will be a net benefit since the EAV growth in that area is

outpacing the amount of annual debt service on the Woodland Foods GO.

Examine TIF Districts 7, 8 and 9 to determine if they should be kept open. The city owns a
significant amount of land within those TIFs (which are tax exempt).

Analyze the tax levy freeze and replace with declared property tax rate freeze.

13
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Review fleet management system in order to improve planning for fleet repairs and
replacements.

Undergo a comprehensive review of bonds determining if any can be refinanced to produce
annual debt service savings.

Sell off city-owned vacant lots under market values for purposes such as community gardens,
off-street parking, new home developments or to be joined to neighboring lots.




Community, Culture and Recreation

OVERVIEW
The City of Waukegan is one of the oldest lllinois communities, with accounts of the area dating

oFlO01 G2 GKS f13S mMcnnQaod ¢ KiSinflienBIWEyguRtidzss KA & G 2

by a diverse population and a unique blending of cultures. This modern image of Waukegan is

highlighted by a variety of festivals, art shows, world-class entertainers, musical performances,
and numerous family-friendly recreational choices including those due to the unique lakefront
location.

KEY FINDINGS

Diversity: The diversity of the Waukegan community isoneofthecA G @ Qa 3INBI G4Sa i

Today, the city has the opportunity to build on this strength of the community through mutual
understanding and respect among residents of different races, ethnicities, religions, income
levels, religious, social and political beliefs. In order to garner a better understanding and
relationship among people with differing backgrounds, experiences and points of view, the City
of Waukegan should encourage and foster greater interaction among the separate elements of
its diverse community.

Festivals: The City of Waukegan is a frequent site for community events that engage residents of
Waukegan and nearby communities. The city sponsors Scoop which is an annual car festival that
brings thousands of people from across the county, lllinois and Wisconsin to the downtown to
exhibit and admire unique cars from various eras and styles. ArtWauk is a monthly downtown
gathering throughout the arts and entertainment district that showcases amateur artists and
also serves as an umbrella festival for celebrating niche themes such as pet lovers, zombie
enthusiasts, Star Wars fans, etc. The Waukegan community celebrates several other festivals
such as Greek festival, Afro Fest, the September Fiestas Patrias Parade, the Ray Bradbury
Dandelion Wine Fine Arts Festival, Fourth of July Parade, and many others.

Recreation Opportunities: The majestic lakefront of Lake Michigan with dunes and the beach
creates an atmosphere for recreational use for all ages. Stiner Pavilion is a band shell which sits
right off the beach forming a grassy amphitheater for concerts and performances. The Genesee
Theatre is the icon of the City of Waukegan in the downtown area, sitting amidst numerous
restaurants and taverns. Opened in 1927, the venue seats 2,400 people and hosts musicals,
shows, and celebrities from around the country. The Waukegan Park District maintains a number
of sites that provide countless activities for Waukegan residents. The Waukegan Public Library is
nationally renowned for its services and was recognized with a 2013 National Medal for Museum
and Library Service.

15
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REFORM RECOMMENDATIONS

The city should embrace its ethnic and cultural diversity with additional regular events
throughout the year highlighting this diversity including numerous festivals which will showcase
Waukegan as a welcoming community.

Promote greater use of the Waukegan lakefront to create an atmosphere of family
entertainment such as through sail, canoe, kiteboarding, and kayak boat rentals, swimming, bike
trails, and hiking.

Contract a public relations firm to design and implement a Waukegan rebranding project.

Establish a greater presence in traditional and social media to engage the community and

St SOFIGS GKS [/ AlG@& extérnial datlishcast Apubkc relatibid® ffmshoSid | Y 2
be retained to develop new strategies and tactics that foster ongoing conversations with the
Waukegan community. A full time in-house media and outreach liaison should be hired to help
implement public relations strategies. An event planning firm should be retained to help plan
community events with the goal of eventually being self-supporting (to the extent that can be).

Organize roundtables involving the Mayor and city officials that bring together leaders and

citizens of diverse groups to foster an ongoing conversation. These roundtables should focus on

ways to best integrate into the community persons or groups who historically have been isolated

2N KIS SELINBaaSR | OSy GSNe Or2 NI dat SirdyNa £ o tKSINGR (12

Identify members of the U.S. military and veterans of the armed forces to be recognized by the
City of Waukegan and invited to participate in civic affairs.

Create an improved emergency communication system that enables the city to contact residents
through emails, texts and smart phone applications.

Establish a Community Service Program for Waukegan residents who are willing to volunteer to
help beautify the city. Many cities organize clean up days and events such as flower planting near
highway off ramps, including intersection or interchange adoption by corporate entities
identified by signage. The city should seek out existing programs in other cities and begin to
implement similar programs, with the two-part goal of beautifying the city and increasing
resident engagement.

9adlotAaK | a2St02YS /2YYAGGSS¢E GKIFIG INBSGa y
provides resources highlighting the benefits and amenities Waukegan offers its residents. This
committee should provide new residents with information about city services, local businesses




and other information that would help the new residents become involved in the local
community.

One of the noted successes in the city is the Waukegan Public Library and it is incumbent upon
the city to maintain the quality services that are currently being delivered.

Create a Summer Jobs for Youth program that encourages teens to explore and experience
career choices available to them. The city can partner with existing employment and job training
services offered through local schools and colleges to share resources and maximize the

LINE ANJ YQ& A YLI Of

Review city policies and locations such as the beachfront to promote pet-friendliness.

17
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Economic Development

OVERVIEW

Inorderto I 1S F R@IFyGF3S 27F 2| dzl &ddené@its budnesy @ LJ2 a A (A ¢
climate and job market, the city must be innovative and have a better vision. Empowering and

assisting city ambassadors will make way for its regional footprint to grow. An assessment of

community needs such as the changing downtown parking dynamics will adapt the city to its

modern reality. Finally, the City of Waukegan needs to take steps to capitalize on the incredible

opportunity present in the undeveloped lakefront.

KEY FINDINGS

Historical Approach: ¢ KS / A& 2F 21 dz2l S3AFyQa OdaNNByid SO2y2)Y
based on projects brought into the city by developers, rather than being proactive and dynamic.

Opportunities exist for the city to reshape its economic development work to leave behind the

reactionary methods and take the proactive approach of launching an aggressive program of

productive economic development, business attraction, business retention and job creation.

The/ AGé 2F 21 dzl S3AlFyQa KAA&G2NR Qasldckeduididd. Thedty (2 SO2
needs a clear message and vision to attract investments, business and development.

Stakeholder Engagement Opportunities: Numerous business and civic leaders have expressed an
interest in championing an economic revitalization of Waukegan. Citizens, business owners and
developers have attempted to invest in Waukegan, but were obstructed by high permit fees,
burdensome bureaucracy, and high tax obstacles. Waukegan is at the crossroads with many of
the key components to attract corporate headquarters, including major rail, highway and Lake
Michigan, yet the city has failed to attract enough new corporate headquarters or large
developers.

Downtown Parking

As various entities within the City of Waukegan have developed their own parking to suit
customer needs, Waukegan has maintained an antiquated street parking system that could be
improved to better serve the city, Lake County government, CLC, local businesses or visitors. The
College of Lake County purchased a parking garage from the city for students and staff and Lake
County government built a garage to assist juror parking, resulting in dramatic reduction of two
of the greatest downtown parking stressors. The city operates and pays bond payments on the
Lot C parking structure on County Street and additionally implements parking restrictions in the
downtown via coin-operated parking meters that limit visitors to a maximum single purchase of
two hours. These rules apply between business hours Monday through Saturday. Downtown
parking restrictions allow free thirty minute city business parking on Martin Luther King Jr.
Avenue, which is frequently abused by users of the County Building. These systems as presently
constructed should be assessed for potential modifications that would ensure responsible




parking use conducive to downtown visitors who would like to conduct extended business in
downtown Waukegan.

Undeveloped Lakefront

The single most valuable land resource for the City of Waukegan which has yet to be capitalized
upon is the Lake Michigan lakefront. Various plans have been developed throughout the past
decades which have attempted to outline paths for development, but these projects have not
materialized into action. The lakefront has been commonly divided into three zones, the north
lakefront, the downtown and harborfront and the south lakefront. The north lakefront has been
unfortunately defined by industrial contaminations which have created obvious barriers for
development or environmental restoration. The downtown and harborfront includes the
downtown businesses, city and county government buildings, the Metra station, and the Port
District but can be summarized as disconnected. The south lakefront includes currently vacant
and underutilized land that is perceived as readily available for development.

There is evident resident support for the execution of a lakefront development for residential,
commercial and recreational development, and with the election of a committed mayor to
making Waukegan a destination city, there is reason for optimism.

REFORM RECOMMENDATIONS

Develop a short-term and long-term economic development plan that projects to the regional
and national business communities that Waukegan has the basic economic resources,
infrastructure, geographic location, eligible workforce and leadership depth to be the
preeminent regional economic destination.

Adopt a strong, pro-business message that starts with the Mayor and is embraced by staff. A
unified pro-business message from the elected officials and senior staff will reverberate through
city hall and define Waukegan as a place to pursue significant economic development. The
Mayor, city council members and the planning staff all need to have common goals and be held
accountable for economic development.

Restore trust with community and business leaders and demonstrate professionalism and
competence to encourage these stakeholders to serve as ambassadors for the City of Waukegan
in soliciting new economic development and ensure those efforts are accommodated quickly
and efficiently.

Create solicitation and incentive packets that reflect the aforementioned short-term and long-
term economic development plans, and market the benefits of Waukegan as a strong contender
among its competitors.

Prepare a marketing plan that will communicate a clear economic development vision. This
should include compiling existing data sets that may be made available to business owners who
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are considering a move to Waukegan. Such information could be used by businesses, regardless
of size, to inform their decision to invest in Waukegan.

Explore the successful revitalization plans of cities across the United States similar in size to
Waukegan and implement successful components to rejuvenation.

The Mayor in conjunction with city hall, city staff and Waukegan stakeholders should explore and
SESOdziS LXFya F2NJ iKS RS@St 2 LBAGihtha de®lGpment dz] S| y
of Waukegan in a way that combines existing resources with new residential, commercial and

AYFNF a0 NHzOG dzNBE RS@St 2LIYSyid Ff2y3a 6A0GK LINELISNJ
need for green space and recreation.

Waukegan should assess the feasibility of developing a site for a major solar energy farm such as
the Johns Manville Property which could produce electricity to be fed into the existing adjacent
power grid system. These efforts can be beneficial to property that has been identified as
environmentally challenged. This can be viewed as a proactive measure as the city further
evaluates options that will determine the life expectancy of coal power.

The city needs to continue working with local, state and federal agencies and nonprofits to assist
residents seeking well-paying jobs.

Assess the existing parking restrictions for downtown Waukegan. This assessment should review
the overall parking needs of the downtown, including but not limited to coordination with Lake
County to improve parking for out-of-town police vehicles, the viability of selling Parking Lot C,
the enforcement of city hall parking rules, the possibility for businesses to purchase spaces in
front of their stores in lieu of meters, and the potential for elimination of parking meters or an
upgrade of meters to permit credit cards or smartphone parking apps.

Establish a central office in city hall with comprehensive control and responsibility for economic
development, marketing strategy and the execution of marketing and advertising plans. This
office should incorporate all city staff who work on economic development to create and
champion a unified message geared towards strong economic development.

Hire an Economic Development Director who has the authority, within certain parameters, to

identify new deals. This individual should be responsible for ensuring that phone calls or emails

from a current or prospective Waukegan business owner is returned. This individual should have

the skills to shepherd a business owner through their regular interaction with the city and

navigate through the development process. The Economic Development Director should assist

both business owners in streamlining all city-mandated processes to ensure they open their

doors in Waukegan. This individual should be a champion for all business owners in Waukegan to
improvethecA 0 @ Q&4 AYIF3IS Ay GKS SeéeSa 2F odzaaySaa 2¢y¢




Employ an interactive Geographic Information System (GIS)a A YA€ | NJ 42 GKS / AGe& 2
existing system on the City of Waukegan website that identifies potential development sites for

individuals or entities considering investing in Waukegan. This map should also integrate the

Multiple Listing Service to identify for-sale or for-lease properties. Overlays should include

zoning, economic incentive areas, market data and other pertinent information so a potential

developer or business owner could find a piece of property that meets their needs.

Launch a city beautification project that will improvethecA 1 @ Q& A Yl 3S ' yR 3IA GBS L
business owners a strong first impression. This project should include an effort to update and

beautify the foliage and landscaping at entrances to the city. Entrances to the city and the

downtown area should be prioritized before expanding to improve the appearance of the

greater Waukegan area.

Adopt and strictly enforce ordinances that require any property that comes into disrepair to be
repaired promptly. Follow the best practices instituted by other communities that have changed
their image by enforcing ordinances that mandate that building exteriors are maintained.

Take appropriate steps to give local businesses the opportunity to bid on city business.
Waukegan should foster communication among local business owners who could help cut costs
or provide better services.

The city should nurture existing businesses by offering ongoing training and events to help small
businesses be successful in conjunction with state and federal small business agencies.

Schedule routine meetings with the Mayor, departments involved in economic development,
local business leaders and relevant experts to foster ongoing communication on challenges.

9yt Aald GKS al &2 NJ lpamarj atketig feprasentatife when sdeking fid vy Q &
location of new businesses and the retention of existing businesses.

Recruit current Waukegan business leaderstojointhecA 1 @ Q&4 SO02y2YA O RS@St 2 LIY
partners and advocates to attract and retain businesses.

Work with business and labor leaders to reverse the image of Waukegan as aligned with
organized labor at the expense of private business owners. Being pro-business and pro-labor are
not mutually exclusive. The city should work with these groups to ensure the revitalization and
long-term viability of Waukegan.

Institute an annual developer luncheon that includes a tour of the city to highlight the
opportunities Waukegan has to offer. This luncheon should be led by the Mayor and followed up
with a bus tour of properties throughout the city. This activity would allow developers to see
properties while hearing about the economic development incentives the city offers. Businesses
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should be proactively recruited for this annual activity to change the image of the city from an
obstruction to new development, to a catalyst for economic development.




General Administration

OVERVIEW

The daily operations of city hall, including staffing levels, staff diversity, city procedures, internal
communication and external communication directly impact the ability of Waukegan to serve its
residents and businesses. Consequently, a comprehensive city review of these categories is
necessary.

KEY FINDINGS

Staffing: The City of Waukegan will fund 486 positions in FY2018. Of those total positions, 201
are police personnel (150 sworn and 51 civilian), 120 are fire personnel (115 sworn and 5 civilian)
and 95 are public works.

FTE by Department

500.0
450.0
400.0
e E B
300.0
250.0
200.0
150.0
100.0
50.0
- FY2015 FY2016 FY2017 FY2018
Building, Central Serv & Planning 62.5 65.5 71.5 70.0
B Public Works 94.0 94.0 95.0 95.0
B Fire Department 122.0 120.0 120.0 120.0
M Police Department 194.5 192.5 193.5 201.0

Staff Diversity: ¢ KS A YL NI yOS 27F 2 | didmSgiphits@iresidentslisT F
recognized. The new administration supports ongoing and enhanced efforts in order to increase
the representation of minorities, bilingual speakers, and women in personnel.

Internal and External Communication: One consistent theme expressed by the steering
committee and endorsed by residents, staff, aldermen and the Mayor alike is a desire to
enhance communication by the city. Historically, city departments have existed in silos, which
have limited the ability of departments to properly accomplish complex goals. There is a need for
individual departments to increase communication and coordination of projects with other
departments. This will result in increased efficiencies and decrease in duplication of work.
Additionally, communication with the public can be enhanced. The public relations department
can benefit from an integrated approach to city business and needs augmenting for a city of

NB 7 ¢
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2 | dzl S 3 yheWwauk&ganiwébdite is not user-friendly, often redundant and outdated, and
needs significant renovation.

Accountability: While city staff, by and large, includes dedicated public servants who
professionally fulfill the duties of their jobs, nonetheless there are steps that must be taken in
order to further legitimize the services provided by Waukegan and its employees. Internal
policies and controls need to be assessed and adapted, as necessary. Sufficient oversight of city
staff hours is needed and departments must be required to make efficient use of their resources.

REFORM RECOMMENDATIONS

Review all human resource staffing levels, including civilian staff, Police Department staff and
Fire Department staff.

Perform a basic departmental review to document services and functions performed by
employees to eliminate any duplication of services and to potentially combine similar functions.
Each department is to ensure every employee understands their job function within that
department. While there is an assumed level of understanding, providing clarity to all staff would
serve to enhance efficiency.

Institute an annual performance review of all employees to improve accountability among city
workers. Establish a performance review policy that identifies which personnel are responsible
for conducting the reviews.

The city should analyze the diversity of employees in the Police and Fire Departments to ensure
diversity of the workforce to be representative of the population. In addition, the city should
strengthen the ties between Human Resources and the Civil Service Commission. Furthermore,
the Civil Service Commission should be increased in size from three to five members, and include
at least one female member.

Create better overtime pay control and a fair distribution model for overtime opportunity for
applicable employees.

Cross-train personnel for similar jobs and analyze part-time positions that could be eliminated or
merged into a full-time position.

Assess shift flexibility for weekend coverage by public works staff and code enforcement.
Redevelop the city website for accuracy and user friendliness.

Examine the need for translating online content and frequently used forms to determine how to
best serve those who speak the most prevalent foreign languages amongthecA 1 @ Q& NB & A RSy (




Examine the proposal to change city hall operations hours for departments that service external
customers from Monday through Friday from 8 a.m. to 5 p.m. to Monday through Thursday from
8 a.m. to 8 p.m. and every other Saturday from 9 a.m. to 1 p.m. Extended hours with the
elimination of Friday hours might allow residents greater access to external city services and will
allow employees and supervisors to schedule flexible hours.

Examine the cost savings of an early retirement buy-in/buy-out for employees within five years
of retirement eligibility.

Perform an inventory of all city-owned equipment and ensure there are controls in place to track
city inventory such as machinery and office equipment.

Expand the Waukegan website to host city documents to receive high transparency ratings from
good government groups.

Create an informal (and optionally confidential) employee suggestion delivery system to improve
city government operations. Employees often have productive suggestions that they may be
inhibited from expressing openly. Once implemented at the employee level, the city should work
to expand this program to allow residents to offer their suggestions - either through the city
website or a dedicated phone line.

Utilize cable television assets and programming to showcase locations and benefits available to
people seeking to start a business in Waukegan or who have questions regarding city permits,
regulations, opportunities, etc.
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Intergovernmental Affairs

OVERVIEW

Waukegan is the county seat for Lake County and has numerous opportunities to establish local,
statewide and national partnerships to maximize and maintain a high level of services for Lake
County and Waukegan residents. For grades K-12, Waukegan residents mainly attend Waukegan
School District 60 which serves approximately 17,000 students. Downtown Waukegan has the
Lakeshore Campus of the College of Lake County, providing residents access to associates
degrees and certificate programs. The Waukegan Port District owns WaukeganQ &irport, Harbor,
and Marina. The Waukegan Park District is well respected and is a great asset for the community.

KEY FINDINGS

Lake County Government: As the County seat, Waukegan is home to a variety of government

services for all Lake County residents. The Lake County Courthouse and Administrative Complex

is the largest base of services, including the 19" Judicial Circuit Court, County Assessor, County

Board, County Clerk, County Treasurer, Recorder of Deedsand { (i I i S Q & Attiactied t tHg/ S &

| 2dzyie . dAfRAY3I Aad (KS {KSHKFFQWI RFPAOKS s K2 RK
Health Department, Job Center of Lake County, Public Works and Veterans Assistance

Commission additionally are located in Waukegan. These and other county agencies are a top

employer in the city and ensure a significant number of visitors to Waukegan, especially with the

current courthouse expansion.

Waukegan Park District: The Waukegan Park District is an incredibly diverse organization that
maintains 48 properties and promotes countless programs and events. The Field House at
Hinkston Park, the Belvidere Recreation Center, Bonnie Brook Golf Course and Waukegan Sports
Park are just four of the numerous facilities that provide residents excellent recreational options,
even as amenities continue to be improved upon. Truly, the Waukegan Park District is a gem for
Waukegan residents.

Waukegan School District 60: Greatly impacting the image of Waukegan is the health of its

schools. Unfortunately when evaluated by livability grade and college readiness, Waukegan

a0K22f&a FlLAf G2 KSEtLI 21dz1S3AFyQa LINPFALESO® wSalLd
the need to support District 60, aligning the priorities of the City of Waukegan and its unified

school district will benefit local families, strengthen the employee pool for businesses in and

around the city and increase the value of Waukegan homes.

College of Lake County Lakeshore Campus: The Lakeshore Campus is one of three physical

locations for the College of Lake County./ [ / 2 FFSNB Of I 4aSa FT2NJ I aaz2O0A
services for court-ordered programs, and works with the Lake County Job Center to connect

employers and the workforce. Students can obtain associate@Q degrees in a number of fields, but

typically have to enroll in a number of classes that occur at the other two physical campuses. An




entire associate@ degree can be earned solely at the Waukegan campus with morning and
evening class offerings for Medical Assistant, Phlebotomy, Certified Nursing Assistant, and Dental
Hygienist. These programs are tremendously successful, with students receiving national board
certifications in their fields at pass rates of over 95%.

Over the past three years, enrollment at the Lakeshore campus has been down 37%. The
Lakeshore campus is scheduled in the near future to undergo an expansion, which will serve to
increase higher education opportunities for Waukegan and Lake County residents. While new
hires have been recently limited due to the previous lack of state budget, with the budget
approval it is possible that CLC can begin to recover from any damage sustained.

Waukegan Port District: The Waukegan Port District owns the Waukegan National Airport and
the Waukegan Harbor and Marina. The h Q| Fkeliér airport has two runways which handle
business, corporate, executive, government, and private aircrafts, and also has a US Customs
office to allow international travel. The Harbor and Marina serves the Lake Michigan location
providing docks, boat storage (by independent contractors), a public beach, and cosponsors

| F ND2NR&a 9R3AS FSadAgrfao

Waukegan Township: The Waukegan Township provides a variety of services to Waukegan and
the surrounding community including financial relief to needy area residents, senior taxis,
transitional facilities for men, women and children, youth scholarships, discount prescription
cards, passport services, and other functions. The assistance that the Township government
provides is appreciated to the highest degree, and the City of Waukegan stands ready to
continue its productive partnership with the Township.

lllinois Secretary of State: Waukegan has an lllinois Secretary of State facility on Green Bay Road,

which2 FFSNE adl S ARSY (A FthlEsknicss angracoessthldR & > R NRA @S NI 2
administrative hearing officer. The facility does not offer commercial driver@Q license testing. The

Waukegan facility is one of two DMV locations in Lake County, and serves an increased number

of County residents with the recent closure of the Libertyville facility.

Other state and federal resources: The state of lllinois and the federal government provide a
variety of assistance to the residents of Waukegan. The limited budgets for the State of lllinois
and the federal government currently restrict the ability of Waukegan to repair and expand
infrastructure, provide services such as those for public transportation and impede
environmental cleanup capabilities. Maintaining communication with various government
officials from state representatives, state senators, the Regional Transportation Authority, US
Congress and US Senate will permit Waukegan to seek funds and support when available.

REFORM RECOMMENDATIONS

To encourage an ongoing working partnership, the Mayor, Superintendent of Schools, and
School Board Members should attend local events and work at the state level to act as joint
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in concert to strengthen and promote both entities.

The Mayor should coordinate a city-wide effort with civic, social, business and religious
organizationsto LINR Y24 S (GKS KSFfGK 2F 21 dz2l S3lyQa
providing a supplemental peer and volunteer tutoring program on weekends, after school and
summers with the goal of increasing the Waukegan School District 60 math, reading and science
scores.

Organize meetings with other government bodies to evaluate shared concerns and success
stories. Those entities should include relevant County Board Members, Waukegan Park District
Commissioners, Waukegan Port District Board Members, Waukegan Township officials and CLC
Trustees.

Establish a relationship with the Regional Transportation Authority to discuss improvements to
the system, including facilities, routes, accessibility and Americans with Disabilities Act concerns.

Coordinate meetings between the Mayor and representatives of collar communities to establish
a rapport, build partnership opportunities and share best-practices.

Arrange meetings between the Mayor and Congressmen and/or US Senators to establish an
open-door policy that fosters communication and ensures potentially beneficial federal
resources are not overlooked. The city should also explore federal programs focused on job
creation, training and economic development.

The City of Waukegan should advocate for additional program offerings at the CLC Lakeshore
Campus. Programs such as the automotive programs take place mainly at the Grayslake campus,
even though a significant number of students are from the Waukegan area.




Legal and Risk

OVERVIEW

Corporation Counsel provides legal advice to the Mayor, aldermen, other elected officials and

staff. The primary focusof thec2 dzy 4 St Qa4 ¢2NJ] Aa Syadz2NAy3 (KU
municipalities are followed and to oversee the management of cases and claims that arise. Other
responsibilities of the Counsel include assisting in maintaining and improving the transparency of
government and ensuring the timely delivery of information to the city council and other

decision makers.

Among the main challenges presented to the incoming administration are legacy lawsuits and
claims that have accumulated over the past several decades. The administration will also be
charged with providing guidance for avoiding claims in the future. An entity as large as the City of
Waukegan will have claims from multiple sources, ranging from job-related injuries to claims
made by individuals interacting with city employees. A focus must be to address some of these
issues as a part of the larger scope of work required of the Corporation Counsel.

KEY FINDINGS

Liability Issues: Waukegan has been sued several times for wrongful convictions. These mostly
stemfromd K S  mTdheotega€y &f these cases poses serious financial issues for the city.
Liability exposure of individual cases is not considered in this transition report due to
confidentiality restrictions.

Thech & KFa 20§KSNJ Of I A Y Zodinaly ifjdibsdiie hggréhateda@oNdis S NI &
of these claims are significantly smaller in comparison to the potential verdicts that can come
down in wrongful conviction and excessive force claims.

Risk Management: There are three prongs to proper risk management. The first is risk
prevention. This deals with both training employees in using safe work techniques and also fully
training police in conducting investigations and gathering evidence. Training is costly, but can
pay dividends to the city in the future.

The second prong is loss analysis. This happens at the point in time where an injury or loss is first
reported. All factual evidence needs to be gathered quickly and assessed. This gives the
maximum potential for gathering additional information and possibly controlling the extent of
the loss or damage. Inaw2 NJ S NJer&atidd ttirlg) it may entail ensuring an injured
employee gets prompt and proper medical care to maximize his or her chances of a full recovery.
In a tort claim setting, this should involve legal counsel reviewing the assembled facts and
suggesting other places to secure evidence. In any event it does involve setting loss reserves and
analyzing both liability and damages issues to the extent possible.
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The last prong is case management. This is assigning the case to proper defense counsel,
redASgAy3d GAYSE @& dzLJRFGSa 2y OFasS LINRPINBaa
discovery and elsewhere with an overall intention of minimizing the risk of adverse rulings and
results.

REFORM RECOMMENDATIONS

Law suits against the city which name the Police Department have cost the city millions of dollars
in the past ten-years and are still costing the city millions. The city can benefit from thorough up
front assessment of litigation and associated risks.

The city is encouraged to strengthen all parts of its risk management system. The city has the
basics of a claims management system, and also good defense counsel available, and should
utilize a risk manager and establish a robust risk prevention program.

¢ KS Dshrange Qaiikage should be completely and carefully reviewed. There is a high self-
insured retention, but city policies do not provide cost of defense, which can be very expensive.

Timely delivery of information to the city council is a must. There is the opportunity to explore
options to improve upon timely reporting of information to appropriate personnel.
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Public Infrastructure

OVERVIEW
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specific maintenance functions for streets, parkway vegetation, sewers, city-owned street lights
and other infrastructure needs. While the work completed by city yard staff is greatly
appreciated, it is apparent that more can be done from a city management aspect to ensure
efficient and effective application of resources through the implementation of long-term
strategic infrastructure planning. The Waukegan Water Department manages the daily
treatment and distribution of water drawn for community use from Lake Michigan with billing
assistance from Revenue Collections.

KEY FINDINGS

Public Works: The Public Works department provides a bevy of tasks to residents, including road
patching, road resurfacing, street cleaning, sidewalk repairs, vegetation maintenance and
removal, city building maintenance, city fleet management, snow removal, road deicing,
maintaining storm sewers, drainage ways and sanitary sewers. The city contracts with Advanced
Disposal to handle waste management functions and also contracts with Clarke Mosquito
Control for abatement. The engineering division aids in permits and the review of site
development, manages grants, inspects infrastructure and maintains city maps.

Water Department: With recent upgrades of $12 million to the Waukegan Water Plant,
residents highly regard the quality of Waukegan water. The Waukegan Water Department sells
water to a number of other communities, has a water lab to test Waukegan water quality as well
as for various communities, and notifies the community of water main breaks and boil orders.
The nearly completed installation of smart meters will allow automatic water reading and more
sophisticated tracking of water usage. Water bills can be paid online, by mail or in person to
Revenue Collections.

Infrastructure planning: There is no annualized capital program or planned public infrastructure
projects related to roads, sidewalks, curbs, water mains, traffic signals, street lighting, sewer
lines or public works equipment (vehicles, etc.) for 2017 and beyond. This causes the city to lack
necessary forecasting for sustaining its most vital aspect.

REFORM RECOMMENDATIONS

Conduct a complete analysis of existing public infrastructure spending and plans that will inform
short-term and long-term plans that ensure the repairs are made in a timely manner and on
schedule to avoid costly reconstruction if the infrastructure falls into that category. Within 180-
days, a block-by-block review of infrastructure should be completed assessing the condition.
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Institute a comprehensive preventive maintenance plan, which can significantly extend the life of
roads. Further, once a long-term plan is in place, the city can ensure that a road is not resurfaced
and then torn up one year later to replace a water main. Significant efficiencies can be realized
when the city performs comprehensive maintenance under a long-term plan.

Invest in maintenance and repairs of the water and sewer system. A proper sewer and water
maintenance program will save the city money in reduced overtime, reduced man hours for
maintenance and reduced flooding damage to other infrastructure components and private
property. The city, upon adoption of a 5-year plan, should identify funding sources for each
project over the next 5 years and aggressively pursue all funds available.

Increase accountability for infrastructure improvement and repair contractors. The city should
implement an immediate inspection of any contracted infrastructure improvement or repair
work, which should be followed by inspections for repair longevity and quality at the one-year
anniversary of the completion of the project. While the city is required to accept the lowest
responsible bidder for most projects, the city should hold contractors accountable for their work
product and maintain a list of contractors who have done work that fails to meet expectations.
The city should use this list of insufficient performance as ground for dismissing bids for future
work, even if those contractors are the lowest bidder.

Form an Architecture/Engineering selection committee to identify professional engineering firms
to oversee all infrastructure projects. Establishing a best-qualified, competitive selection process
will ensure there is a cohesive plan in place and save money for Waukegan taxpayers. This
approach will also help ensure more precise coordination of all improvements of roads,
sidewalks, street lights, water mains and sewer lines with all city departments. In addition, the
city should require all commercial construction contractors be prequalified through the Capital
Development Board. This will guarantee that all contractors doing work in the City of Waukegan
have been vetted and can perform the assigned work.

Gather, review and analyze the following data for the purposes of developing a system
operations and associated formal protocols.

1 Aninventory of all public works equipment, (trucks, tractors, backhoes, etc.)

1 Acopy of all professional firm contracts (engineering, consultants, contractors, etc.)

9 Copies of active inspection reports, feasibility studies, repair and replacement programs,
street reconfigurations or other traffic control devices, 911 call centers, cleanup of litter
and vacant properties, snow removal plans and routes for streets and energy efficiency
upgrades

9 Routine maintenance and preventive maintenance reports, pending crack sealing of
streets and alleys for 2017

9 List of contractors who performed work for the city but workmanship failed to meet
expectations




Copies of all construction bid processes

An analysis of loans from lllinois Environmental Protection Agency (IEPA) or any other
state or federal agency

9 List of all grants applied for and received, including any grants for ensuring safe walking
routes to schools

= =4

9 List of all contracts and memorandum of understanding with professional grant writers
9 Copy of all building codes processes used for public and residential construction
1 Code enforcement guidelines.

Launch a plan to beautify the entrance corridors into the city and ensure the downtown area is
cleaned on a regular basis. Flower planters and decorative stone could be installed to bring a
new vibrancy to the city and should be part of an overall beautification effort.

Act upon the following short-term infrastructure projects to improve the day-to-day lives of
those who live and work in Waukegan:

1 Identify and establish a safe and efficient system for commuters who walk from the
Waukegan Metra station to downtown Waukegan, including the installation of two stop
signs and the painting of a crosswalk at the Washington Street Metra ramp

9 Paint crosswalks throughout the city in order to promote safe walking routes for

pedestrians. Efforts should begin with a focus on school zones, the downtown, bike path

crossings, senior facilities, places of worship and other major pedestrian areas

Evaluate, clean, paint and/or repair the parking lots dedicated for Metra commuters

5SSt 2L F LXFy G2 SyadaNB 21 dzl S3AFyQa a

Americans with Disabilities Act
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The city should consider implementing an upgraded 311 style system. Residents who call, text,
email or submit an online form to report a pothole, a streetlight outage or storm damage should
receive a confirmation message to acknowledge their contact was received and is being
processed. This system would ensure each report received will be entered in a master database
that enables staff and elected officials to track how efficiently each problem is handled. This will

Ffft2g FT2NJ SYKFIyOSR | OO02dzyGtoAfAdGe (KNERdAzIK2 dzi

management of each department the ability to track crews and the effectiveness and efficiency
of the processes. Finally, the resident who reported a problem should be sent a follow up
informing them their report was addressed and asked to complete a brief survey to provide
feedback on their overall experience.

Develop a communications program via smart phone apps, websites, emails and other forms of
communication to notify the public of work schedules that interrupt daily living and traffic
patterns. Residents should be given advanced notice when their commute to work or school will
be disrupted with routine projects. This notification system should go beyond simply placing

ARSI
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signage near the project. In the event of an emergency, the city can use these same resources to
ensure families are made aware of hazards and threats in a timely manner.

Solicit the State of Illinois Department of Commerce and Economic Opportunity (DCEO) and
Capital Development Board (CDB) capital grant programs. Utilize the services of a professional
grant writer to prospect, qualify and submit letters of inquiry and grant proposals where
identified.

Initiate and promote a 50/50 residential sidewalk program. As part of the overall capital
improvement plan, the city should seek out the worst sidewalks and fix them immediately. When
the city does street resurfacing work, the associated sidewalks and curbs should be repaired at
the same time to increase efficiencies and cut costs.

Offer a 50/50 sidewalk and alley replacement program for commercial property owners to allow
owners to enhance the value of their property and reduce cost of repairs to the city.

Examine and adjust, if necessary, existing snow removal routes to ensure snow plows are making
the most efficient use of city resources. Implementing existing technology along with new, more
efficient routes will enable the city to better handle snow events.

Explore an effort to clear snow from sidewalks throughout downtown Waukegan. While many
business owners are cognizant of the need to clear their sidewalks, some are incapable of doing
so or do so inadequately. The city should consider deploying small bobcats or other narrow
plows throughout the downtown area sidewalks to ensure sidewalks are clear for pedestrians.
This effort would represent an enhanced commitment to the businesses in the downtown area
and would be a positive talking point in the ongoing conversations with prospective business
owners.

Evaluate online and/or check payment options for paying late fines on water bills. The city should
develop procedures so that once late fees are received, water service may be restored without
requiring tenants to be physically present at the location.

Waukegan should offer additional neighboring communities an opportunity to purchase water.
Implement an overall mutual aid program with other units of government in the area. Midwest
weather is highly unpredictable and having a plan to secure help from Lake County, state,
schools or townships could serve to keep Waukegan families safe in the event of a significant

weather event.

Institute a regional Public Works Director meeting to facilitate new ideas.
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OVERVIEW

The Waukegan Fire Department, along with the Police Department, consumes the largest
portionofthecA G @ Q& 06 dzR A1S éwdrn (GiviK SBriNdB) firefihiers, including the Chief
and 5 civilian employees. This department is decentralized by its nature, with a headquarters in
Station 1 on Belvidere (south). There other stations are Station 2 at McGraw Park (southwest);
Station 3 on Lewis Avenue (central); Station 4 on Golf Road (northeast); and Station 5 at
Waukegan Airport (northwest). Station 5 also houses the specialized equipment for the airport.
In addition, all five stations have paramedic vehicles as well as either a fire engine or a fire truck
(ladder). Dispatching is handled by the Communications (911) Center located at the Police
Station.

KEY FINDINGS

Staffing: There are 115 sworn fire personnel. There are 83 firefighters and 32 command officers,
for a ratio of approximately one officer for each 2.7 firefighters. The command officers include 1
Chief, 1 Deputy Chief, 5 Battalion Chiefs, 3 Captains and 22 Lieutenants.

There are 113 males and 2 females. Of the staff, there are 109 White (95%) and 6 minority (5%)
sworn personnel.

The Fire Department is somewhat misnamed in that only approximately 220 of its annual 11,000
annual calls are for fire related issues. Four out of every five calls are for emergency medical

services. The Department averages 30 emergency medical calls a day while averaging just 0.6 fire

Ol f £ & LISNJ RI &fetleralggvernmgnSpromidpigrarsdo ci K&SQa oAt f Ay 3
trained paramedic service, under the supervision of a hospital. Waukegan, along with many

lllinois communities, participated in that program expanding what had been a Rescue Squad into

a full-scale paramedic program. The federal funding ended after several years, but the

paramedic service was well established and continued with the Waukegan Fire Department.

Basic staffing of each of the five fire stations is with five sworn personnel (1 Lieutenant and 4
firefighter/paramedics). Fire shifts are 24-hours and include sworn personnel who perform
specific duties from 8 a.m. until 5 p.m. when they are not answering calls. After 5 p.m. and until
8 a.m. the next day, the sworn personnel are at the fire station when not on call. Each station
has kitchen and sleeping facilities. Each shift is commanded by one Captain as well as a Battalion
Chief.

Besides the day-to-day manning of the five fire stations, the Fire Department also has a Fire
Prevention Bureau, which handles inspections and public education.
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Costs: Benefit costs for firefighters are high, representing approximately $0.71 for every $1.00 in
salary. In other words for the average firefighter with a base pay of $80,000 the cost of benefits
are $56,800 for a total cost of $136,800 for each firefighter® 2 2 NJ YSYy Q& / 2Y LISy al ()
pension for the department represent approximately $5 million of thedS LJ- NI YSy G Q& o0 dzR3.
sworn personnel are expected to be certified both as firefighters and as paramedics.

The specialized fire equipment comprises a significant portion of the Fire Department budget. A
ladder truck costs as much as $1 million, while a fire engine can cost as much as $500,000 and a
paramedic unit can cost up to $220,000. The Fire Department has 6 engines (4 in service and 2 in
reserve), 2 ladder trucks (both in service), 7 ambulances (5 in service and 2 in reserve), 1
specialty fire truck for the airport (in service) and 1 squad (in service). The Fire Department also
has numerous command vehicles.

A majority of repair costs are dedicated to the upkeep of the specialized fire vehicles, which is
handled in-house by a civilian master mechanic. With proper upkeep, many of the specialized
vehicles have a service life of 15 to 20 years.

Revenues: The department outsources billing for emergency paramedic calls to Andres Medical
Billing. While those bills do not cover all associated costs of services, the ambulance billing
collected $1.6 million in 2016. The department also generates revenue from fire insurance
reimbursements, inspection fees and fire alarm monitoring.

REFORM RECOMMENDATIONS

Assess the Fire Department budget and seek possible cost reductions. The department should
contact other communities in order to compile possible best practices for identifying and
reducing waste.

WSSEIFYAYS (KS CA NBommshdstrustirertSretlic€xasts ah&impkoye
adzZLISNIDAaAA2Yyd® / 2YAaARSNI SAGKSNI STtAYAYFGAy3a (GKS

Work with the Civil Service Board to increase the number of minority and female candidates in
the Fire Department so the department better reflects the gender and ethnic makeup of the city.

Launch an aggressive public education program to inform Waukegan residents about the duties

and responsibilities of the Fire Department to reduce the number of paramedic calls for non-life
threatening reasons. Waukegan should also collaborate with various community health
2NBFYATFGA2ya (G2 Faarald NBaARSydaQ ySSRao

Institute an on-going capital equipment replacement budget that accounts for the financial
limitations of the City.




Examine the current 24-hour shift system and consider changes that would promote efficiencies
while maintaining appropriate safety.

Initiate a study to determine if fire inspection duties can be consolidated.

Create a junior firefighter program to be instituted within Waukegan Public Schools to both train
school students in home fire safety techniques and encourage Waukegan students to seek a
career in the fire service.

Initiate an intergovernmental agreement with the Waukegan Port Authority for the authority to
assume up to 50% of the daily cost of the fire station located to serve the airport and 100% of
the cost of special equipment necessary only for the airport.

Assess a possible intergovernmental agreement to integrate the Beach Park Fire Protection
District including the Lewis Avenue station and lllinois State Beach Park responsibilities into
current Waukegan Fire Department duties.
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Public Safety R Police Department

OVERVIEW

Waukegan's crime rate is higher than its peer communities and the state and national average,
indicating a need for assessing the current policing operations. The department is staffed with
150 sworn officers but needs to reevaluate the deployment of its personnel to emphasize more
officers on the street on a daily basis. The city should also better utilize crime statistics, CCTV
cameras and an updated 911 system to assist in that deployment. Lastly, the city needs to set
specific goals for assisting the reduction of its crime rate over the next five years.

KEY FINDINGS

Staffing: The Waukegan Police DepartmentisthecA (1 @ Q& Y2 aid O2 a50dwén 2 LIS NI G A
officers and 51 civilian (non-Civil Service) personnel. The department is based inthecA G & Qa L2 f A O
headquarters building, adjacent to city hall in downtown Waukegan. The headquarters building

also houses an overnight holding jail, communications (911) center, locker room, and shooting

range for the department. Traffic is located on the first floor of city hall.

There are 117 police officers and 33 command officers. When reviewed in mid-April 2017, two of

the 150 sworn officers were on authorized leave related to military duty. At the time of this

NEOASGSGS mMH 462Ny 2FFAOSNE oSNB 2y af A3IKG Rdzi @
male and 10% female. The ethnic breakdown is 69% White, 17% Hispanic, 7% Black and 7%

other. At least three retirements are expected within the next 90 days.

The sworn officers are assigned to six divisions: Patrol, Neighborhood Policing, Detective Bureau,
Traffic, Training and Command (Administration). The two civilian (non-Civil Service) divisions are
Communications (911) and Clerical/Technical Support.

The Patrol Division is the most visible to residents, with one patrol vehicle assigned to each of

nine patrol beats at all times. The patrol beats largely overlap with the boundaries of the cA (i & Q &
nine wards. Because of the 12-hour shift system utilized, there are two shifts each day, with one
lieutenant, two sergeants and 10 to 14 patrol officers on each shift. The Neighborhood Policing
division has one lieutenant, six patrol officers and one officer assigned to sex offender

registration.

The Detective Bureau employs 35 command and patrol/detective officers. Three of these officers
are assigned to work with federal task forces. The Traffic Bureau is staffed by two civil service
police personnel and several civilians. The Training Bureau has two civil service police personnel.
The Command (Administrative) Division has five civil service sworn personnel including the Chief
and two Deputy Chiefs.




Costs: The annual police pension contribution is estimated to cost $8 million for the 2017/18

fiscalySt N 2 2NJ] YSyQa /2YLISyaldAz2y O2adaz ft2y3 &)
orders and settlements, cost an estimated $5 million in the 2016/17 fiscal year, at great cost to

the Police Department and City of Waukegan. While the wrongful conviction court orders and

settlements date back more than 10 years prior, payments will continue for a few more years

and will continue to impactthecA G @ Q&. 6 dzR3I S

Combining the average annual salary of $80,000, plus the $89,600 paid for by the city in benefits,

G2N] YSYyQa O2YLISyal A2y |y pdséhalcdst foitBedveragS Y Sy G a =
police officer is $169,600. Paying approximately $1.10 in benefit costs for every $1.00 of salary is

excessive and puts an unnecessary strain on the Police Depar(i Y' S y (i Q Zand over# &t (

budget. These costs do not include the cost for civilian employees, vehicles, equipment, facilities,

etc.

Crime Rate: There may be a perception with or without foundation by both residents and

visitors regarding public safety. Data indicates that according to the FBI Uniform Crime rate for

2015, Waukegan had a rate of 3.16%, which placesthecA 1 & KA IKSNJ G KI'y GKS Lff
237%andthent GA2Y I f NI OGS 2F Hoyc:d ¢KS /AlGe 2F 2| d7
rates of its peer communities of: Aurora,1.86%; Elgin, 1.56%; Joliet, 2.71%; and Kenosha, 2.35%.

The crime rate represents the number of reportable crimes per 1,000 residents. Thefts and

burglaries in Waukegan exceed the national average and account for 80% of the city's FBI Crime

Rate.

Community Policing: Community outreach activities, including the ongoing recruiting efforts

spearheaded by the Chief of Police over the past 18 months seem to be elevating the Police

5 S LJ NIi Y S yiithihdhe convituriityBat large. The use of the neighborhood policing unit to

address quality of life issues such as neighborhood nuisances creates opportunities for

Waukegan police to provide aid to residents before problems arise to the level of crime. The
SEA&AGAY3I LINRPANIY GKIFEG Fft2a 2FFAOSNRE 6K2 fAQD
back-up police cars is an excellent method of increasing the police presence within

neighborhoods. Also, tK S ONXB I G A2y 2 F I 4 YauihRdlics Ad@emy, Coffce A OS | O
with a Cop, and the sponsorship of high school sports and junior high afterschool programs are

all admirable steps for building community trust.

Accountability Measures: In moving past a difficult police history poisoned by some high-profile

wrongful convictions, Waukegan has undertaken a number of measures for ensuring officer

accountability and building community confidence. Police command promotest & LIN2 0 SO0 | y |
& S N#oficand takes any perceptions of misconduct seriously. Waukegan was the first police

department in Lake County to institute body cameras for all officers, as well as to record all

felony interviews--transparency steps that were welcomed by officers. Initiatives such as a

OAf Ay 3Adz £ ORA (AT, & gadlyWarding systelf florArathking offibePcErilaings,

procedural justice and cultural competency training, and many other programs are all

appreciated actions by the community.
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REFORMRECOMMENDATIONS

Assess the Police Department budget and seek possible cost reductions. The department should
contact other communities in order to compile possible best practices for identifying and
reducing waste.

Reexamine the police chain-of-command structure and consider cost-saving changes. The Police
Department has been command-heavy, with 3.5 patrol officers to each command officer.

Assess the annual overtime budget of approximately $1 million for the previous fiscal year and
reduce unnecessary and preventable costs.

The department needs to consider deployment of personnel with better use of police call
statistics/analytics, CCTV cameras, an updated 911 system and increased crime hotspot patrols.

Examine enhancements to police officer training to increase accountability and decrease risk
exposure for the city.

Expand the ongoing recruitment efforts spearheaded by the Chief of Police to further enhance
the image of the Police Department in the community.

Routine reports on crime statistics, 911 calls, etc. should be made available to the Mayor and city
council.

Working with the police unions, reexamine the existing 12-hour shift system.

Implement an expanded community relations program and coordinate with anti-recidivism
organizations.

Explore the use of less expensive Police Community Service Officers to handle some duties now
being handled by sworn officers, which Waukegan ended in 2009. Many Illinois communities
have instituted this tool to provide better community relations and control budget costs.

Organize additional community meetings that give residents the opportunity to talk to the
officers who patrol their neighborhood or ward to foster dialogue between the Police
Department and Waukegan residents.

The city should continue to create long-term plans for making repairs and improvements to the
Police Department building in a fiscally responsible fashion. Also, the fleet management process
should be improved through the use of more advanced tracking systems.




Examine the current layout of the police station to make the layout more sensible and improve
communication among police personnel. Any layout changes should also improve public access
to the police administration.

Enhance the status of the leadership of the Communications (911) Department. A civilian with
statistical training should be added to this department to provide timely information to the
Police, Fire and city administration for problem solving.

Develop various certifications for the CA (i A Pofics”ARaslemy to allow residents an option of
attending a shorter program commitment than the current ten week program.
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May 1, 2017 Inauguration Address



Transition Contributors

2017 City of Waukegan Elected Officials
Mayor Sam Cunningham

City Clerk Janet Kilkelly

Treasurer Dr. John Schwab

Transition Staff

Gregory Jackson, Transition Ceditor
Justin Richards, Transition Ceditor
Deborah Minor-Harvey, Facilitator of
a | & ZThaks@dionCommunity Grqu

a | & 2Stddririy Committee
Pastor Arthur Gass

Hon. Aaron Lawlor

Robert Long

Tom Mannix

Barb Martin

Jesse Martinez

|l 2y d 2AffAIY
Theresa Plascencia

a. Aftfte a

a | & Zridition Community Group
Al Baldwin, Ph.D

Mary Carmody

Charles Chambers
Evelyn C. Chenier, Ph.D
Arthur Cobb Jr.

Elyse Danckers

Dan Dean

Michael Edgar

Pastor Jesus Gerena
Cel Guzman

Hon. Anita Hanna
Jeffrey Hillary

Robert Johnston

Hon. Patricia Jones
Debi Kindle

Kasia Kondracki

Sister Kathleen Long
PaNeNMbrgan

Hon. Michael Rodriguez
Jaime Santiago

Additional thanks to Vista Health, the Waukegan Park District Field House and Daniels, Long &
Pinsel for the use of their facilities for the writing of this document. Further thanks are extended
to the city staff that provided feedback on the content of this report.
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